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CENTET. FOR THE STUDY OF INTELLIGENCE

Attacaed is an initial report drafted by tae Center's
researca team on the role of CIA intelligence support for
the conduct of foreign and national security policy. It
oes not attempt to reach firm conclusions, but ratier seeks
to state tae basic issues and questions in a meaningful way
and taen to establisia an appropriate framewori for furtaer
exploration.

The thougits recorded here stem from a careful reading
of the pertinent intelligence literature and from discus-
sions wita some 35 Agency officers wio are in frequent con-
tact witia policy makers and taeir staffs. Tae team aas, as
yet, undertaken no systematic interviswing of policy people,
taougn it is aware of certain of tae comments nade 1in tae
recent past oy ranking officials on tae nolicy side. ilow
hest to proceed with tnat paase is still to be decided., In
the immediate future, the team will give attention to a

SR

number of case studies as anotler avenue of approach to 25X1A

ascertaining wnat impact CIA intelligence maies (or siould
make) on particular policy issues of major inportance. It
will also complete its interview process witi Agency personnel.

an wvill be pleased to aave your ideas and com-

ments on tais preliminary effort. The mailing address 1is
OTR/I11/CSI, Room 926 Chamber of Commerce Building; the
telephone numver is extension 2337.

25X1A

Jirector, cent2r for tae
Study of Intellijzence

Att.
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CIA Intelligence Support for tiae Conduct of Foreign

and Wational Security Policy

An Initial Report From tae Center for tae Study of Intelligence

"Taere is no paase of tie intelligence
husiness waicd is more important taan
tie proper relationsiip between intel-
ligence itself anl tae people wao usc
its product. 9Jddly enough, tais rela-
tionsnip, waiici one would expect to
establisa itself automatically, does
not do tais. It is establisied as a
result of a great Jdeal of persistent
conscious effort, and is likely to
disappear waen tae effort is relaxed.™

Tais quote from Sierman Xent's Strategic Intelligence

For American Yorld Policy (1249), is but one of a number of

perceptive observations contained in the intelligence litera-
ture. Yet as helpful as suca thougats are, tuey do not con-
orise a cohaerent doctrine applicable to the actual relation-
ship whica has developed over the years between intelligence
producers and policy makers. Tae model taat tae literature
describes is, in fact, starkly oversimplilied.

The policy maker, as posited in the literature, assen-
bles information relevant to ais problem, we2ighs policy’
options and tieir implications, and proc2eds to select a
course of action. Intelligence provides tie factual and

interpretative background and projects the protzable impact

CONFIGENTIAL
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and consequences of alternatlve strategles Tae intelligence
oroducer aas a 51zeable, yet carefully delineated role, and
is admonlsled to guard agalnst too 1nt1nate an involvenent
in tJe policy ﬂaklﬂg process lest he compromlse als inmpar-
tiality and ob3ect1v1ty.

1f there ever was such an idealized system, it is surely
not in evidence today. “fore sopihisticated anélysis of policy
making describes an intficate SYStém of auman and institu-
tional interéctions in whica traditional conceptualizations
of tae role intellibence plays are no longer very useful,
Intelllcence offlcers have come to attach less 1mportance to
the alleged danger of belna "too close" to policy making and
more importance to the difficult tas®: of contributing effec-
tively by providing hign—qﬁality pioducfs and services that

are timely and relevant to policy makers' concerns,

THE POLICY PEOPLE

A sine qua non for examining the relationsaip of CIA

intelligence to the formulation of foreigr and national,
security policy is an adequate description‘of the policy
audience. Taere is a tendency toikhink ofnpoli;y as beling
formed la:gély or’entirely by a few,.at tie vary top--the
Presidents, the dundys, the Rostows, and the Kissingers.
Unquestionably suca figures play a key 1é1e, especially . in

crisis situations, but taere also is a preat corpus of policy
L=2-
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taat is made or influenced by otaers--oy tae incremental,
day-to-day decisions of country desi and eﬂJaSSY officers,
by tie staff people wao wrlte fea510111tY studies for txelr
principals, by tae innovative suggestlons of, say, junior
115C or ISA officers, and even by coﬁgreSsibnal aides.

“ome policy decisions rest on deliberations by a very
few: otaers stem from recommendations of a niga-level body
reviewing the work of a middle-level committee that w2s
derived from a series of options formulated at a lower
levecl on tae basis of inputs from tie next level down.
Policy also is made by muddling through in the middle and
aven by uaciecked momentuin at the bottom. Tuus, policy
nakers must oe taougat of as many and varizad. Whether,thg
leternination of a policy occurs aig:, low, or in-Detween,
tie set of policy peopie involved will not te precisely tae
same for an international eéonomic decisicn as for a foreign
political one, ani not tae same for a strategic weapons
matter as for eltaer a political or an econonic 1ssue. Jlor,
of course, will tie set of people~conslder¢4g ciarges in
policy in tae fiddle cast be tae same 3s tgose invblved in
woriiing outlarrangements concerning:Lgtiﬁ Averica. Tae
opportunities for intelligence input to (>licy méxingfdiffer
-w14e1y from case to case. . . |
It nust also be recognized that po"*cy makers--whethar

considered as individuals or in groupirs--are diverse 1in

-
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interests,. concentrations, and worklng styles. Such
differences are uSually edsy enouga to percelve, but 1nte1-
ligence proiucers 1auor1ng to prov1de iay to day support are
not as actively aware as they mlgat pe of tne partlcular
problems or opportunities wiich may be 1nvolved. As pro-
ducers cons;der ways of improving'intelligence-polity rela-
tionships, a thorough understanding of the éttributes and
idiosyncrasies of important policy figures would seem'to.
be essential.

Perhaps better recognized are tae sweeping differences

in attitude and approach between policy makers, on the one

hand, and intelligence producers on tne other. Tae caar-
acter of policy makers' tasks, the imperatives to waich -
they respond, the range of demands upon taeir time and
energy,’their'activist inclinations, all these tend to
1imit intelligence producers' access and impact. It is
ascertainable--without interviewing or polling policy
people--that taey régard themselves as having certain

- expertise and ample sophistication; that taey are accus- .
tomed to thinking, interpreting and projecting, as well as
to opéréting, and that many ‘of thiem have long focused on
foréignfpolitical;affairs; They value i-telligence support,
but some kinds much more taan others. They like hard--or
hard looking--facts more than they do t-oplicated formula-

tions or philosophical arguments, aud they do not draw the -
-4-
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same’ distinction intelligence‘ﬁroducé;;i3¥éﬁ'5€t%eehaMrawwu
and ""finisaed"” .intelligence. Pollcy makers apprecidte:
receiving from intelligence taat waich tney cannot--o¥
cannot efficiently--provide for theﬁsélVés; TTuéyfespe;
cially. value a unique inte;ligence inpﬁt, the important
plece of information or analysis taat is unootainablle

elsewhere..

502 ARBITRARY CATEGORIES

A.first'step toward examining how tie Agency's intelli-
gence relates to pOllCY making is to categorlze and 1ef1ne
tie support we now provide. . 0On tae basis of the teaﬂ s
research so‘far, we would divide tais support into turee
categories: Broad Spectrum Feporting, Customized Servite,
and Independeni Anticipation. Taesé;categories_arelnot
rigid and Eheré actually is a great deal of over1a§. 

3road Spectruﬁ Reporting, provided in such forms as

current intel-ligence publications and [N disseminatiohs STATSPEC
keeps a core of top policy officials and a corps of otaers

appralsed of worldw1wv political, econonic, mllltary, and

otner ievelopnents. This reporting proviles a convenient

way for pollcv people to stay in touca with eveants outsiie

‘t1e1r own areas of expartise and to make sure taey naven t

mlssed anytnlng important within their <omains. -It can also

call attention to just<scquired information, or convey a

-5-

Approved For Release 2000/08/31 ,.)C]:II'\?‘TIIQDLFWQ -00498A000700050007-2
i



Approved For Release 2000{08/81 xrQIA-RDP79-004984000700050007-2

particularly incisive analytical or interpretive insight
useful even to an area expert.

Customized Service is more specialized, and to a

somewinat greatef extent is keyed to specific consumer con-
cerns. It may be supplied in response to specific requests
by policy people, special needs ferreted out by HIfs and
otaers in frequent contact wita consunmers, or‘unstated éon-
cerns that intelligence officers became aware of. Examplés
include intelligence support to tie SALT and TIBFR delega-
tions, specially prepared OER memoranda, some NIEs, and
other analytical papers and products produde@ by various
Agency components. Some offices have recently demonstrated
their ability to perceive needs and move speedily to fi;l
them. OGCR's support for Middle East peacemaking efforts
and tiae Law of the Sea negotiating team are cases in point.
Not all of this kind of service is of optimum usefulness to
policy makers, since securing the,customersf regulaf and
helpful guidance can be so difficult, especially when they
refrain from confiding their own plans and activities. The
fact that'intelligenée producers cannot get tie full guidance
they woﬁld like inhibits tieir responsiveness. At tae same
time, it diminishes ény danger that intelligence will become
engulfed by policy making through an enzhusiastic provision

of customized service that causes ’ntelligence producers to
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overlook or ignore:important longer-range issues in their
effort to tend to a consumer's immediate concerns.

Independent Anticipation is supposed to help guard

against thais danger through thought processes aimed at
suggesting alternative ways of looking at current prob-
lems and identifying and tracking otaers that policy people
eitaer nave yet to perceive or lack the time or inclination
to cope wita.

This function is pursued tarough a variety of ana-
iytical work donerin OPR, OSR, OWI, 08I, NCI, JER, etc. as
wrell as in muca of the estimative effort carried forwaril
tarough the NID system., But much more tian tae production
of papers is required: intelligence officers must try to
anticipate discontinuities as well as continuation of
trends: analysts must sciiool themselves to' tiaink tae ua-
thinkable: and managers must be ready- to rédeploy resources
in preparation for future demands.

Intelligence preducers wiho want their efforts to play
a meaningful role:.in policy making rust de nrepatred to
deliver information in all taree categorizs via a range
of products and services geared to the realities and con-
slexities of the policy makers' world. o liversity of
intelligence inputs djlivered to varied policy audiences
enhances the impact oi intelligence bxurnltiplying its
caannels of entry into the policy makinj process.

-7-
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SOME TENTATIVE FINDINGS
Jiscussions with a.crosé-sectipn of éepior Agéncy
officers, many of whom are in regular_contact.with pélicy
people, have prompted tae research team td_recbfd some
preliminary observations on the_staté §f<CIA4$upport for
foreign and ndtional secﬁrityvpolicy. |
--A diverse assortment of Agency products and
services is being supplied to a wide variety
of policy people. Our chanﬁels of entry into
the policy mak 1ng process 1nc1ude some at or
near the top, many more below, and a few that
are little known witain the Agency itself.
--A significant intelligence input 1is made by
word of mouth rataer than,;he printed vage.
Oral briefings facilitate'éonsumer feedback
and producer respoqéiveness. The personal
contacts involved nay also sérve to hé1§
build confidence in the value of the intel-

ligence product. It may be, morcover, that

the modus operandi of high-level policy
people is such;that the 6n1y way to insure
continuity in taelr recelpt of 1n*e111gence
is througq regular oral brleflngs

--The impact of flnlshed 1ntelllgexca'varies

significantly wita different kin's of
-8
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subject matter. It tends to be greatest

in areas waere it“is'genérally recognized '
taat manipulation of data and wortawiile
analysis require special expertise or
metnodological skill, as in the military,
scientific, and technical fields. This is
especially the case wiere there is some
question #s to the bbjectivity’of otaer
sources of information‘or wiere the Agency
has a virtual monopoly ‘in the fiell, as
appears, for all practical purposes, to be
the case in international economics. Our
political intelligence products, in contrést,
tend to be less readily accepted because
tiere is credible competition and because
policy people are prone to believe they are
at least as well ‘equipped as anyone to make
political judgments.

--"fany policy people find our todei-tneiline
formally publisaed finisaed infelligence‘less
relevant and useful than otaer, mor2 mundane
products and serviceét”:Phbtbs, mé;s, official
texts, figures, and dtaer har&--cr hard—ldoking-f

information is*espéCiélly apprec .ated because it
-9-
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is unique, or not readily obtainable else-

where, or simply because- it is immediately

recognizable and undérstandable witiaout

interpretation, explanation, or analysis.

Intelligence producers are in a service industry and
are obligated to insure taat pOllCY makers are aware of
what 1nte111gence is doing and can do in their behalf,
but consumers are under no corresponllng oallgatlon to
use the intelligence taey receive. Intelligence alnost
always will be only one among a number 6f sources of infor-
mation available to policy makers, and their decisions ma}
be snaped by personal bureaucratic, political, or otier
factors naving nOtJ1QT to do with the 1ntelllvencn input.
There are instances w:iere 1nte111gence dlrectlv and per-
ceptibly saapes policy, such as ALT and M8FR, but these
are likely to continue to be tne ratler exceptlonal cases.
Tais state of affalrs almost certalnly w111 contlnue

in the face of 1nst1tut10na1 and personne. CAanaes 1n tne
policy hierarcay, aﬁd 1ntelllgence produc*rs W111 1nev1taoly
have to maintain a ‘'persistent consc1ous ffort” to play a
meaningful role in the policy making process e may never
attain the degree of impact we would 11PP to have ét fne
highest policy making levels, but there is 11&ely to alJayr

be plenty of opportunity for 1eSS'dram‘t1c success anong
-10-
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the staff people wiose ideas eventually percolate to tae
top. Thae incremental impact of intelligence on these policy
peonle tends to be invisible, but the cumulative impact on

policy making is considerable.

FOCI FON FURTHER STUDY
Tie researca team believes taat tae mattéfs listed:
velow are among tiose wortihy of more, iﬁ-depth cdnsideration:’
--Mether intelligence producers can profit from
a better understanding of the dynamics of’poiicy‘
making and, if so, what siould be the nature of
the learning process. '
--iMether it is possille to dévelop a clearer,
and mora complete, doctrinal exposition of
waiat our intelligence'products'ﬁre désigned
to accomplish so as to help us evaluate ¢6n—
sumer feedback more realistically.
--Yhether weican'expand’our channéls of entry
into the policy making’ process so zs to
increase tae amount and relevance ¢f iutel-
ligence support prévided.
--7Jhether we can improve coordination (and
taus enhance effectiﬁeness) of our wiole
range of contacts and relatibnsniﬁs wita

policy makers.

-11~-
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--Yhether we can develop fuller confidence on
tane part of @olicV*ﬁakers in the quality and
utility of our products.

--aether, -and in wiat particular spheres, a
defici@nt knowledge of our country's own
plans and actions, prevents our provision
of useful intelligence support.

--Wnether we can insure tiiat in our eagerness
to improve our broad spectrum Treporting and
provide better customized service we do not
neglect the equally important need for more
and better independent anticipation.

--Whether by attempting to fulfill consumers’

needs we risk moving too far into areas taat

could, and perhaps should, be served by otaer
governmental ofganizations.

--"Thether the policy audience requiring intel-
ligence support will grow markedly as the
legislative branch of our government in-
creasingly asserts its prerogatives in foreign
affairs. (The overall Congressional aspect of
intelligence support is probably ¥rth an

independent study).

-12-
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--ihether there is a need for a more systematic
approach ‘to tae provision of intelligence via
oral briefings.
The research team will proceed to explore these and.
otier arcas. e taank the many: Agency officers wno aave
already assisted us in tie study and invite questions and

comments.

-13-
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